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I

INTRODUCTION
11,

..4". .1-

In .today's complex educational world, the task of effectively

managing a school system is increasingly compoundedUy such critical

problemareas as teacher militancy, student unrest, Federal prdgraths,
and the demand for-accountability.,-A_aeed ekists-for effective
management at the local school district level -to plan, organize,

direct, and evaluate the gduCatIonal system.

In the fall of. 1970, the Boakd of Trustees of the East. Allen

School District asked'the Superinteildent to initiate h study to make

an exten,svi.ve survey of the administrative salary structure. and present

somepossible ways to increase sophistication in. arriving at,final

_ dollar cost. A committee, appointed by the Superintendent, met on
numerous occasions reviewing the. present situatiohand some possible

alternatives to facilitate the study. The conclusions: of the cbtmittee

Ted to the recommendation that the concept of "Management-By-Objectives"

would be the most appropriate framework within which to develop an
improved management organization for the East Allen County Schools.

The Sag-tested agement-BV-Objectives (MBO) concept represented

systems approach 't educational management and was designed to provide

'a rational basis for mplementing a planning-programmingbudgeting-
evaluation system in a school district.\ In view of.the recent, mandate

by the Indiana legislature for all sct ol districts to begin iMplementing

PPBS in the near future; this Proposial.h s profound,implications as a

model for other districts to follow in- the adoption of PPBS. With this.

in mind, East Allen County Schools applied for Title III funding.

The general goal of the roject was to design and implement an
accountability model utilizing participative management as a tool for

development. There are three organizatiohal phases involved in the

Dedign of a-Management-By-Objectives System. .Phase 1 '(71-73) of this

project identified the needs of the school district and organized the

administrative functions in line with these need's to develop a system

of accountability. -Phase II (72-73) of this prOject identified the

educational program of all grade, content and special areas in behavioral

terms. Phase III (7-74) complements Phase I and Phase II, but is'

directed toward the developmentof the supportive programs into an

operationalized Management-By-Objectives System.

'PHASE I

The major objective of Phase I was to develop a Management-By-

Objectives Programfor the East, Allen County School's manageMent'staff.

To accomplish.. this major objectives. the' following activitieg. were initiated:

'- .

,

A. A'planning committee-was organized to-represent.all facets of

the .administrativestaff, including elementary and secondary

prinpipal:s, central office personnel, the Superintendent and

'a member of the Board of,School Trustees.



An assessment, of the educational/ progr conducted
throughou; the East Allen County School diS-trict involving
Board members, employees, parents,.students andIatx..ons
to provide information regarding the educational proiram,,__,
of the schools. The questionnaires were developed and
prepared by the Battelle tnstitute: Center for Improved,
Education. The instrument was designed t9 identify
recognized educational needs throughout the school district
by providing respondents with Opportunities to'react to
educational statements from the perspective of wh4t a.ctdally
exists and what is actually desiked.. This questionnaire was
tabulaEed, hrocessed and anadyzed by Battelle. Data were
submittedto the Planning Committee,for intensive 'review and
recommendation. The committee identified the' following, major
area of'aritical need as the result of the Needs Assessment:
(1) Human Relations, -(2) 'Communic tion, (3) Evaluation,
(4) Curriculum..

/ 0 /"
An UltimateGoal'and'SysteMwideObjeCtiveS-were identified
to reflect what-the real mission of the East Allen olinty

Schools should be inthe future:. The System -wide Objectives'
are the major areas" of growth and development of students
which must support. thUltimate Goal of the 5chOol system..:
The Ultimate Go'al and System-Wide Objectives contribute
knowledge concerning'the-future.ioalsef the school sygtem
to members df.the educational community:.

1
D. Tye Planning Committee performed an analysis of the adminis-

.
,trativeactivities and functions in'order to develop a
/descriPtive program structure. Once the committee- arrived
at a program structure describing management functions',, Battelle -

staff members interviewed representatives' of "each management
position, examined' existing job description§, and analyzed
the program structure. AS a result, a desCriptive program
structure"was developed by Battelle. Each program-has a broad
Objective which specifies its contribution to the common 9`
objectives of the school system.

. 0

E. Performante objectives for each program werei,developed to provide
a-basls-for-e-staing-the-author-ity-and-aecounability relation
ships. The objectives were categorized as: (1) maintenance
a repetitivei. migoing objective necessary to the achievement of
the district's domMon objectives; (2) avelopmental :.- these are
of two'natures: (a) problem-solving .- leads to the correction
of a, discreAncyeof deficisncy in the current level of. performance
in the ma_intenanice objectives and (b) creative .- may lead to
imprOved or expanded dnd (3) personal -'ob4ectives
designed to enhance the ind ual manager's improvement Of his
professional or managerial skills and career growth. The develop-
mental and personal Objectives were written by4Ithe individual
managers in Cooperation'with their.immediatesupervisors.



Organizationa,1 structure was designed to direct the activities .

of the personnel and fuiletions of the various programs. These
coordinated functions,and activities were grdunded in authority
and responsibility.' The Organizational structure attempts to
make leadership, responsibility, 'Specialized skills, and the,
exercise of authority operate according to the accepted Ultimate
and System-wide Objectives of the East Allen County Schools

System.
. ,

G. An appraisal process was develdped to .enable the administratOra
to see the requirements of their jobs More clearly, know the

limits of their freedom of action, 'help them attain self-improve-
'"-=,-ment, and let .them know "where they stand" in the performance,

of-thei lobs. Job expectancies were used as a basis for.self-
appraisai----fiz, appraisal by the appraiser. The appraisal
prooess, therefoi-;,-ken xateltcooperatively and jointly defined'',t.

developmental objectives. The appaalsa,3,T1s involved four
basic steps: (1) self-appraisal, (2) mutual establishment_of
developmental objectives, (3) interim progress meetings, and

'(4) year-end appraisal.

H. The Planning Committee developed a'Salary schedule in the.Spring

of 1973. Thefollowing..variables (experiences.training, decision-.
making, authoritysupervision, and length of contract:required .

to carry out the reaponsibilities as defined 'in the job:Jlescription

'were incorporated into a numerical responsibility factor. This . .

.factor was a, manifestation of position responsibility telatiOrr-,

Shipand.tbe Mid-Point salary of each position. .

. o o

PhaSe I of.Management-By-Objeatfvea is :progressing under the

leadership of the Planning. Committee. Review, improvement, and

communication of MBO,in the managementarea,appear,to be the

main functions of this Committee duringthaestablisnment of

MBO implementation.
'',.

..PHASE II, 1972-73. , :. .

. t. ' ,- .

.-

--7-Phase-II (1972 -73)' began-Has an outgrowth-of-the=needs-aaAessment\:

jconductecIddrinePhase I. After the need's assessMent'ves conddcted during

Phase I, it became.apparent'that the curriculum of 'East-Allen 'County

'Schools needed to be reviewed. Discrepancies existed between what was .

being taught and what- was desired:,- Before any changes' were made, the entire

staff needed to-ideAtify, the present curriculum.

'

b

L , .
. . .

'' A committe of teachers. representing all grades,-subjectS and special
. .

areas was.appointed the task of writing "PrograM Objectives" for their' ''

respective areas: ,Prog am Objectives are defined as long-term, predicted.

outcomes of the schools educational system.° A11:of.the Program. Objectives .

were directed teward .the.Ultimate Goal\and SysteM-Wide Objectives dehioped

during Phase.I. This group of,,.thirty teachers (Steering Committee were

instrumental in achieving the objectives of Phase II.
r,

b.. '.

ir,

.J
'.- 3 _



,The Steering Committee was involved in in-sexviae training; programs
throughoUt the 72 -73 school Year. The workshops were organized to proVide
training in understanding the Management-ByrObjectives.Systems approach,
training in the writing Ofinatructional objectives, and prOCedures for

. classroom management using instructionsl'objectiv4s: Dr. Raymond -Bernabei

was contracted to conduct the workshops for-the chmmitteeand the adminis-
trative perSonnek. He also provided individual:consultation to each
member and 'critiqued the Program Objectives' as they were" being devejoped.

.
Throughout the, school year., Steering Committee members met with their

respective-curriculum groups to act as catalysts for change. They were
responsible for keeping curriculum.groups inforTed. on experiences and
progreaStoward goals.. Only the objectives approVed by all the. teachers
,from each -curriculum grdup were accepted: . 1

Phase II activities resulted in the development `of Prograt Objectives
for all grade levels, subjects, and special areas.. Prdgram Objectives,
Jong-term,' predicted,outcones of the educational system,'are directed
toward.the Ultimate Goal and System -wide Objectives which were identified
through:aneeds a.4'1.;essment conducted during; Phase I df the 'MO Project.

Program Objectives Were distributed to alrpersennelwithin East
Allen County Schools. Since the Program Objectives were written to
describe the existing state of the.various edncationaLprograms with
East. Allen COunty Schools, they are somewhat incomplete. Plans have

been developed for the analysis of Program Objectives at the building
level for the purpose of reviewing the quality of the written Program
Objectives and revising accordingly as part of the continuation of Phase-
II in 1173-74: Future revisions of Program. Objectives will be qncluded
in the textbook adoption process which is discussed later in this paper.
11ov/ever, it should be noted that Social-Studies is the content a.ea fOr

textbook adoption this year and in the proCess of reviewing Program ..-

Objectives, edUcators who serve on the Social Studies Curriculum Committee

feel a need to write and/or select "Content Area PrograM.Objectivfts".
The ConteneArea Program Objectives would tie in with the Ultitate Goal

and System-wide Objectives but would be broad statements which the

already written Program Objectives would reflect. Content Area Program ...

Objectives provide a base for scrutinizing the existing Program Objectives
in.term-a-Of-what-should-he-rather,than the existing state of the program.

This process of review on a.textbook adoption cycle would assure the
continuous development of goals/9bjectives which better reflect the

changing needs of society.

cs 7'

PHASE II,: 1973-74

The PtOject Director, Ars. Julie-Bauer, resigned in Oce0er pf 1973

which resulted. n aPeriod of slow growth while a replaceMent was sought.

Mrs. Kathleen Gorgone accepted the position of Project Director on

November 26, 1973..



Fhase.II, related to insi'ruational outcomes, has continued in
113-74 with ptovisions for'in-service training for teachers and
development of building Rlans for impleMentation of MBO. Building
principals have desi.gnated a,Task Force member.fOr the respective
buildings. In planning sessions, theprincipal, Task Force member,
Curriculum Director," and Project Director have developed a building
plan appropriate foristaff development and project implementation:
The priMa'ry components of a "Building Flap" are: .(1) Building .

Philosophy, (2) Building Staff ManagdMentObjectives, (3) Instruction -
Grading Philosophies, (4) Form 13 Five YearPlan (see Appendix A), and
(5) Form C Building Education Plan (see Wendix,p). 'Since the needs
of buildings difter, future plans and Present progresS have varied
accordingly.

There are certain requirements, howevery regarding. Form C, Building
Education Plan. The followlitg,items have 'been included in, the develop-

ment 'of Building Education Plans: (1) prioritizing system-wide ObjeCtives,
(2) reviewing program objectives, (3) writing and/or selecting instructibnal
objectives, -and (4) establishing a rationale for the ,use of Objectives''.'
The prioritization of system-wide objectives at the building level is
being/ accomplished through the use of an individual.caid-sorting technique
and a small group interaction activity. The prioritization activity-
provides an opportunity to familiarize educators in East Allen County
Schools with system-wide objectives ana to promote discussion regarding
personal philosophies; of education. The priority. ranking maybe used as

a beginning, point in the development of'instructional objectives at the

building level. A review of-the program objectives is, for the most part,
accomplished internally at the building level. To assist schools'in the

accomplishment of items #3 (writing and/or selecting instructional
objectives) and #4 '(establishing a rationale for the use of ob'jectives),
in-service training programs are Presented in the following areas: (1).

rationale for Management-BY-Objectives', (2),writing East Allen County

Schools instructional objectives, '(3),.writing.and/or selecting instructional

objectives'appropriate .to meet the Program Objectives, an4 (4) writing and/or
selecting test,' items to measure instructional objectives. Other topics for

in-service training aretin development according to the needs of the

buildings as specifiedk building plans.

A glossary of terms is inthej3rocess"bf being.deyeloped,for dis-

semination to instructional per$onnel. A definition for "instructional
objective" has been de'veloPed which will represent an "East Allen Cbunty

'Schools Instructional Objective" rather than any particular author'S
Instructional Objective. :rhe instructional (objectives developed in
East Allen County Schools wirl include: (1) ho--the learner, (2) action --

the behavior verb, (3) what -the desired product, (4) conditions--givens,
and (5) exActation--performance standard. Currently, the expectation in

most cases will be represented by ablank to (1) allow teaqhers flexibility

in-setting performance standards, (2). provide opportunities for teachers

to sthink abOUt what the standard Should be, and '(3) to allow

for individual student and teacher differences.
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DISTRICT LEVEL RESULTS, PRASE II

Certain, distriet level results are eXpected.,ddring Phasejl
(1971-74).ad (1) adoption of a model for iMplementatign of
Instructional yObjectives and Wadoption.A a curriculum
development model.fortast Allen Codnty Schoo10. .A.tentiAtie_Cnrriculnm
Development nodel (seeAppendix C) has been.deveroped-ot East Allen

.

County Schools. Based upon he-five -year book adoption cycle, each
content,areacan be "plugged in"- to the Cycle to coincide with the
text adoption year. Activities to be performetl.each ye'ai prior,-during,
and after text adoptiOn fpr each content area are specified:.' An Instruc=".,
tiOnal Program DevelOOMent Nodel (see Appendix D) has been tentatively
developed. This medel-aStistg'in providing airection and, checkpoints /
for the clivefall development of instructional anagement-By-Objectives.

Data regarding the status of staff members in regard to instructional,
objectives have been gathered through theldistribution of a Iuestionnaire.
Results are not available at this tithe sinee.the questionnaires., were
recently distributed and -are currentl being. submitted to the central
office. In-service.training components also include data-gathering
devices in the form of evaluationi;

Change in an educational setting appe'ars to move cautiously and
'slowly. Apprehension-exises among many teachers, and the direCtion
from central administrationan4 principals iso proceed at a slow rate
to avoid resistance to the HBO project- The intent for the instructional
phase is4to have the folloWing goals accomplished 1)y, 1.977:

1.

, ).-
.Decision-making in selecting materials and planning teaching
methods fer.lthe written and/or selected instraictional objectives.

Selection of appropriate evalu ation measures to, determine if
_L40'ontcomes meet instructional objlfives.

r

'3...Analysis of discrepancies which may exist, when Outcomes do not
achieve instructional objectives.

Development of record-keeping systems for classroom use wheninstructionabre utilizeds

. Creation of effective. reporting Of aChievement to parents,'
.'adMinistratOrs,- andito.ard membeia

6. Selection of additional materials\anciplanning of chamged
teaching methotisin orderto provide apprOpriate instruction
,for program and ins:tructional objectives.

.Adoption .of a continuous curriculum-development model for,East
Allen County Schools. -

9

it m

-
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For. 1974-75, certain activities are anticipated should this.
project- reCelmf fondg'forcontinuatian. At the building, level,

the ForwC Building,Planvill be updated.-andadditional requireMents

for implementationwill be included. Various schools will serve

a.spiXOt schools or dissemination' of information regarding tl'ie

Title III:ManageMent-ByObjectiveSTroject. At the district level,
tairee developments should accrue, as a result of continued funding:,

4 (1) implementation of the,curriculuM development plan, (2) de'Velop-

ment of ;the left side. of the InstrUctionai Piogram:DeVelopment Model
for.dis&ict7widc evaluation; and (3)dissemingation of informationto
otaer school. districts.

.
PliASE In, 1973-74

Phase III (1973-74) is Airected:toward.the deVeloi6ent_cfthe
supportive programs within.theManagement-ByObjectives system.. -A

planning'-committee hasleen identified'andNaLs comprised of represent-'.

of.the support prOgrams: (1) Food Services, (2)4.Transportation,
(3) Secretarial,'--(4) Health Services, and (5)0 MaintenanCe and.Custodial.

.The-activities.of the planningcomMittee at this time involve the
identification and.description'Of Support services of the total educa-

tional program of East Allen County Schools. ,

g

V

The'Project.will"define'important aCtivities'of each.prograr These

.objectives will support the Ultimate.Goal'and System - wide Objectives as

-defined in.MB0,-Phade I. Each program will then develop specific. per7

fotmance objectives thatSupportObjectives.bfthe programs and ultimately,

the total-eduCationAl program of the school district...
. r

.
. ., , .

The ylanning committee will deyelop evaluation proedures for_the. .

suppOrt,personnel whichyill.assist'in a more effective impleMentation ..

of prngramobjectives. The final activity will involVeYreCOmmendatiOni

.
to the Board of School Trustees, regarding the iMplementaticin of:thia

program,.

kog.rogram Objectives
.

information on list anki
1240 U.- S. 30 Mast,' New

are alienable for dissemination. For. further

cost of materials,' contact: Mos. 1444441mos SMOImme

Haven, Indiana, 46774.
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APPENDIX - B

ImILDINp EDUCATIONAL PLAN

n-Service Training

Whyi?

The Need

What?
/

- Tht. ObjectiVe

4

How?

The Activity

Who?.

Persons

Where?

Place

When?

'Timg .(

Outcome?

Indicators

of Success .-41. 10
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APPENDIX C

CONTINUOUS CURRICULUM DEVELOPMENT MODEL

Subject Area

Year .:Year . Year Year Year
0

.

..1,.

',.

.

Assessment

System Goals

;Program Object.-

ives'

6

..

Needs ASsessment

A

System Goals
A

Progiam Object=
ives -'...

,

Needs:Assessment

System GoafS.'-'

,,

/Program Object-
ives .

,

----.

'i ,

,,Needs- Assessment

. System Goals

Program Object-
ives,

Needs Assessment
,

. System Goals

Program Object
ives

astructional
Objectives.

1

..dia
.,

50.ection7

Instructional
ObjectiveS :

Medi
Selection

\.... '

r Instructional
Objectives

Media .

-Selection

Instructional
Objectives

Media
- Selection

I ,,7
.

.

Instructional
Objectives.

.Media
Selection

Implementation

Strategy

'In- Service

v

,

nplementation

Strategy
.

, .

In-Ser:Vice ,

4 e

".7-- 7)

Implementation

Strategy

In-Service

IMpIeMentation

Strategy '

In-Service

Implementation

Strategy

In-Servioe.

...

:finement ,

InrFlight :
AdjUstment

Monitoring

Refinement

In- Flight

Adjustment

.i Monitoring
..

.

F ,

Refinement

In- Flight
. Adjustment.

Monitoring

.

,

Refinement

In- Flight

Adjustment'

Monitoring ,

.

Refinement -

-In-Flight
Adjustment o.

Monitoring
.

,

Ait.

Evaluation 14-

Assessment

Testing

Validation

.

Audit

Evaluation

AssesaMent

Testing

Validation

. ,

Audit

Evaluation

Assesmnent.
.

Testing

Validation

-3,..) -10-

Audit

Evaluation

Assessment

. Testing
.

Validation
*.

.udit

Evaluation

Assessment

Testing .

,
Vall dation
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